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° The broad field of organtzationa) development. is concerned to, large © 
 dedrek with me) ‘The field ts predominaptly : interested in the dynamic. 


nature of organi zat ions ‘and ‘the - AYRE OnEEI imptementations ‘of change, As 
: oe sade” 
‘ \ 
fg” 8 : organizations become snore comp] ex hitarnal fv. their, survival becomes: more 


t 
: 


4 . 
a function of thelr abit ity to cope with change in the nature, location, « and. 
: _ Miattabtty of fobas and ‘ghange in relationships between nedole in the ‘ / 
attempt to ‘accomplish organizatlonal goals. The extérnal demands placed 


on organizations §lso- Increase the need for systematic change. Increased ° 


~ 1 


sertinedal controls; pressures Fron eitizens groups, new ‘legislation, 
7 ‘ 


Det ee “environmentalist, and consumer groups, and union demands are some of the 
a pressure’ from: the’ secural environment. oa ~” 
Fi jou 
Therorganizational « communication specialist can play a significant 


“role. in the "Communication of Change" in organtzstiens by using many of 


‘the same techniques employed by organizational development practioners. 


. ‘. } 


, purpose of this paper is to (1) establish parameters for the 


ble to organ eationss Q) rates considerations; (3). diagnostic and 


feedback techniques;, and (4) fol low-up and implementation of change’ 


o% ts strategies. ; . ie ne x 


Units ‘of. Change (Client System) 


The communication consultant must determine who the client:is before 


' 


he/she c4n Intervene’ in the’system.- This. is extremely important to effective 2 oe 
consulting. Often, the individual who initidtes contact and asks for 
‘~ your help, is not. the real client. One of the first issues to be addressed 


‘o . ‘ ath \ 


Lo Bs abe eS . 
- . 
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In the Intttal consul tant/cl lent negotiations is the mutual agreement of 


‘the unit of. change. They can range from a micro to a macro perspective: 


» 4 As . 


Micro Agaividus'’ 3 
Group 
Interg 2 i ee a 
"-Organization-Wide 


* "Macro > Larger Social System — 


¥ -* 
s 


a The ‘consul tant. must continual ly ask himself if the real client is 


being dealt with, and must be willing to re-define the client if necessary. 
. . $ Fs eerie 
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Types of Interventions \ 
TREE Seren iien . 


A knowl edge of the’ untets} of! ‘change srovilies the consultant with, 
insight Scone ane viability oF Yartdaus intervention modes. Blake 
and Mouton (1976) have presented five main types. of Interventions which - 

“* consultants can use in the organizational context, and | have added one 
additional mode considered to be pertinent. They are:- 


Acceptant - Helping the client to "sort out" feelings 
and perceptions without fear of: rejection * 
or evaluation reactions from the consultant. 

pF G © “Active listening techniques are the essential 
+< tools of the consultant in this intervention ot ‘ 

- * - mode. . The consultant.al lows for catharsis 

_ to occur, while respons tng ue aac to 
Ra “the client., ; 

Catalytic <= Assisting the client by collecting- data, and ~ , ec@3 7 
using It for feedback and reinterpretation of - ' 
system dynamics. This Intervention is extremely 
applicable for the communication consultant 
" because it provides the client with new Information 
surround tng problem areas. It is essentially a 
data-hased intervention which hélps the client 
perceive the ese linonmant differently. 


. ° 


Prescription — - Telling the client swat he‘or she should do to | aad 


ir ~ rectify the problem. The consultant assumes@ , . t 
’ the responsibiJity. of dtagnosis and solution for © 
the client. < 


Confrontation - Chal lenging the cltent to rhea tne how his thinking or 
Sg Png: perception may be distorted. . The consultant’ In a ‘. 
tentative manner points inconsistenciés noticed. > — M 


% | he : 4 7 } - a 


Theorles & * , 
' Principles - Offering theogies whjch pertain to the client's . fe 
=a a problem. reg betel ell helps the cllent ae 
ct to internalize eipteicatly verified theory ’ 
- about organizattonal behavior. — The client, in’ ‘ 
turn, Is hopefully in.a better position to diag- 
nose problem areas and develop alternate plans of : 
action for present .and future problems. 


Skill Development\- The consultant facilitates various experience- 
’ \ based skill building activities, usually In a 
workshop setting. Hopefully, the client: inter- 
nalizes new, more effective behavioral skills 
\in managing’ his/her environment. On 


\ 
\ #4 ’ - 
tt ‘ts important to note that the above intervention modes are !'pure!’ 
types, but should be viewed. as interdependent as well. Tt has been my 


Ser lence that the effective consul tant is one who can easily move from 


* one mode to another as the situation dictates. Tivenetenie an effective 
/ 
communication consultant must posses# a functional, broad-based ‘repertoire 
’ Kay fy he. : + 
of helping skills, atagnossis skills,. and confrogtation skills, plus a 


F sound understanding of organizat lonal misery. and behavior, The commun ica~ 


tton consul fant who possesses\ less than the above oe not - = very ef féct ive ‘ 
. overall. : ki 

4-< F : \ 

Focal Issues ~* : \ 


\ 
\ 


The consultant's. understanding of. the units of change and the most 
\ ] 2%, 
“sappropriate intervention mode to emaloy: ‘Ts only part of the picture. Another 


dimension. the consultant must consider. is the focal issue being aHOr eS SEN Blake 


and Mquton (1976) have presented four focal issues which can be very nator \% 


Isolated anong certain issues: (1) power /aut ority; (2) morale/cohesion; 


(3) sengetandarde: and, (4) aoe 


> adie 


tion, flow-diffuston processes is a focal issue particularly relevant ‘for hier 


communication consultant. In other Words, are people getting the information they 


feaedlte larly about the eoanutentien of change." rate 1 it liztratas the 


f change, intervention modes, and focal issues. 


The purpose of* oh ecotton ts to present a. brief overview of those goncerns. 
. —_— 


. feriie. establishing the client-consultant relationship, “it's, 
ee ¢" 
important to clarify the need for change; It is necessary “for the ednsul tant 


to. ac ively listen to the potential client's perceptions of the problem, s 
tential élient! s felt rieed may be viahorhed as well as his perception 
, the consultant 'éerole should be. : ; 
q Mutual expectations need to be clarified between the consul tant . : 2 x 
and the potential client. depending/on ob nature of the intervention, a, 
the po ential client, should — cognizant of his ability,and readiness 
to devote time and energy toward planned change. bn Nhe 
Be sure the potential client realizes that you are not working 


» but for’ his organization. Jt should be clear from the beginning 


that yqur consul tancy goal Ts tol Increase organizational effectiveness, 


ave important factors In a successful cofsultation. 

\5. What kinds of outcomes are going to occur - from the: consultation? 
In other words, based on our mutual expectations, what changes will occur 
in the organization as a consequence of the consultation effort... 


: 1 
6. Clarification of responsibilities is an important consideration, 


How much involvement should top management have? How much internal support 
will be needed? What se of support? What are the time and energy 
requirements? who pays the BIN? Is there clear agreement about cost factors? 


7. A timetable of events, cutcanes, and accountability should be 


pre-determined hature entering the organization. 


The above 7 pre-entry concerns should be viewed as minimal considera- 


tions before eneeelay a client oe bain: 1 ing that a viable contract 
—* ‘ 


should inehude Information under the fol lowing areas: 


Il, Objectives : IVs) Timetable 
11, Procedures ” V. Cost Estimate \ 


111. Responsibilities 
; & 


An effectively written contract can save a good deal of anxiety for. 


- both the consul tant.and client, and is werth spending considerable time 


in its development. i & | 
- ; v 
* , : . , : bd , y hy 
Diagnostic and Feedback Techniques : so ’ 


The purpose of this section is to ghee describe the communication 


Maudie" process developed by more than 100 Division IV (organizational 
ae “ 7 
communication): members of the International Communication Assoctation k 


‘ 


(PCA) under the: direction of Dr. Gerald M. Goldhaber; The audit process 


appears to be an.ideal technique to describe since it utilizes the major 


. . *« i . 4 : 
diagnostic methods normally employed by consultants in organizations. 


c 
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Furthermore, the audit process “is a viable catalytic intervention which 


appropriately fits an action research model of organizattonal development. | 
The audit process will be described withis the context of the action research ~\ 
*model. } 
rae an - 
, The Communication Aide. 
The audit procéss developed under the auspices of the ICA ts a 5 
ontquacdtaqnextic system which accomplishes the follow! ng: 
1. measures informatian flow, message content, communicator 


attitudes and perception of both. 


2. provides attitudinal, perceptual . anak ‘behavioral data. 


x 4 2 _ 


3. pees a variety of diagnostic techniques, allowing for any 


R) ‘ 


combination of instruments to be used in ‘astametherinds 
-h, uses standardized procedures for data dai tection sha Le 
analysis. ° 
1 5s Hien for organizational compar isons by norming. audit 
data. | : 7 
6. allows for limited organizational input’ to customize the | 
iKeeenenes and administration procedures sieheuk disrupting 


~ the standard{zatton needed for organizational comparlsons. 


7. uses original computer programs for ‘data analysis and feedbacks 


» z ) 
Diaghostic Instruments 
om _ The audit procest employs ne diagnostic fnateunente which can be 


. . administered Independently or i any comfination. For the purposes of 


this paper, | witl describe the three instruments | consider most applicable 


for the communication consultant: att 


’ ‘ ' : ’ * 


4, ‘ ‘. ~ : . « 
‘) ees Survey Questionnsire, + Consists of 116° items and 10 demographics 
plug up to 34. questions ‘of: any type ‘determined by the client 


orden teattons. The sufvey al lows‘ respondents | to tridicate thelr 


- 


_ perceptions of the current Status of their commun ica t100 system 


as well as their desired or Ideal status. The disparity between 

~ the two helps In the’ identi fication of .the organization's, 
communication needs. _ Depending on the direction of the dTsparity, 
information overload or underload can be identified. oe 


2 


Besides measuring the amount of mooie len in tke system, 
“the survey d140 evaluates the-qual ity Gf Infornatton; canteen 
tion relationships, and assesses overall job satisfaction. | 
The survey diagnoses waht. tanta areas: d cog 
; . cies 1. Receiving infortation : é. hustiey of Information Soutces 
A Nal Oo . ' 
Bs Sending lnfornetton _ 6. Channels of Information . 
$e Follow-Up sate Te - Communication’ Relationship 
4. Sources of Information “ee Organizatlonal Oytcomes 
An organtzatvonal profile of perceptions of ‘communication: 
suas practices and relationships can be developed Srihlin euch 
. of the above topic areas. These seoRiles can be furthancanaiyced 


according to such demographics as age, sex, educatign, employee 


level, by department, division or any other meaningful combination. 


~ 
. 


2. Interviews - Randomly and/or purposively selected members of the 


, organization are asked to participate in dyadic 4nterviews, The 
“ee . 


“ / 
primary purpose Is to corroborate and/or expand on concerns 


ae - 


* % reported In the survey, Host interviews. last approximately one 
hour or more, and are aanaicKed confidentially. (See Figure 2a) 


3. Communication Experiences ~- Employed as an integral part of 


> the survey questionnaire, respondents describe critical 


: 
¢ « 
‘ ‘ ‘ 
° 
7 . 9 
* , 
S 


» 


ot a 8 communication episodes which they feel are representative of : ee * 
Successful or apiece incidents’. ‘Forms are provided 
‘after each topic area ‘section, of, the survey. F rom” these : 
+ incidents, the consultant gets a better understanding of why 
ie Ag 
_ a given unit or PeEpal sree. is perceiving communication problems. 4 Bs ot 
» * : ei . 
\ This aes tnforistlor adds richness to the data ae ” 
‘ a " derived “from the’ eifrvey. a) iv : ; i 
, : : . a: . ‘4 a a ‘ ; . ea > ' 
The communication consultant who uses the audit-as a-catalytic 
‘ “* , 
a intervention should apply its use to the: Action Heseaher Model shown i 
* below. : For. If the otodalzation is committed to, "chinge, description 
eed : ‘and: a ndations ane insufficient. ” a 
th, a ‘ mé F oid 
. , i . f 4 ‘ a -” 
- . ° be mt { . 
* ,! © . 
, - 6 . Aq a : ; . . : : os] ~~ 
fs is “ "5 . y» Action. Research Model ..° :-° ras : ai 
Set Pe ak adr ce gee ae a ; ‘ ster = 
iP Prohlan Felt BY Client. ‘ : ‘ea 
i ‘ i] . 
 % , “ 0 z 
2. Audit Concel vet! with organizational 4 3 . 
~ Viabson group : ‘ gS fk ; is oS 
é: m z 
at. o Audit Therhduoed to those to be Involved: = 
“aie modified where HaSEAanty ' * . * 
ow 
’ \\¢ : 5 "oO. = . 
4, Data Gathered! > be Nee age PS 8 oe 
‘ ‘ oe > si . ‘ a ‘ a 
5. Data Anwivend and Collated - | : o 
- 5 . ‘ - ~ U 
. ’ : ‘ u : . 
6. les Interviews . 3 we 
aN : , “eco ’ . ws 
a, Data Feedback Meeting =-data clarify, oi 8 . ( 
Si expanded, ‘problems identified , a eo 
a es ‘ 8 av 
8, Action Planning tc ie ‘ s- 
s . we = . s 
ag “9, Action Taken . cies ae 8 
re . ; =. 4 
ee & - 2 


Follow-Up 


oe 
’ 


he t . 
Fol Fow-Up and implementation of ‘change Sorstegics | 
a 
“Feeding back data to organizational members isn! t wanalty enough for 


an effective catalytic intervention.. Management should be held accountable ' 


for action taken to increase the effectiveness of the organization, “Unless 


the SCHR OE yey avructure akanads there will be little or no change. 
there aree few considerations worth ment Foning which will usual ly 
Gu 
increase the organization's ceotetent to action and change: 
. 1. Everyone should get halt the boss gets. All respondents 
should ‘receive the redults of the EtAGNES Ss The fosters — - 
5 . , 4 
a corm eign to action. ; : 
2. There should be an active, on-going involvement of key 


‘organizationad members throughout tke’ process. 4 of 
3. The consultant, using the full rates of intervention modes, a 
should make every effort to transfer his/her skills and . : 
knowl edge’ to those internal members of the organizatlonal ih <5 can ‘ 
system. 2 
When the consultant Is willing to share his/her skilts, it increases ' 
the manager 's capabilities to integrate the social and ganhntes processes. 
At this stage in the consultation, the ¢onsul tant ‘should be primarily 
concerned with processes. Now that the data has been ‘col lected and analyzed 
“ the need for education and training In process events becomes essential.’. ’ oo i 


Process events surround the focal issues of Power/Author ity, Horale/Cohes ion, 


- 


Norms/Standards, Goals/Objectives, and Information Flow/Diffuston. In 


essence, the consul tant bdeomed a pineess consultant with the ahisckive ee. 


‘of helping the client(s) to Kercelves. understand, and effectively act upon 


\ 
the new data geherated from “the diagnosis. 


_ An elaborate description of the various change strategies available, 


- a 
would go beyond the limitations of this paper. Therefore, a short description 


- 
e 


sre a 


10 mc va 
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. of some of the more represefftative strategies will be covered: 
Teng Teen skills training - experiential simulations whiter develop : 
more effective c communication skills, problem-solving, dag sion 

] s ° | . 


+ peind, Ces 0? Bey 


eg Team building - eae 2 with, natural work groups, ‘Jdeally, 

starting with the a management groups and working down through 

‘the organization. The natural work groups identify the areas | 

which diminish their effectiveness and design new processes 

eidlaet ton plans for paneouenate 

3 3. ‘Intergroup building - working with natural groups for the purpose 

of developing mutual understanding, cooperation, Specific action ~ is 
Plans are developed. so that: the groyps me aid each other's 

‘ ote ‘\ 


effectiveness. 


4, Open-Systems Planning - the Management group aggressively searches 


, 


for and develops system-wide change strategies (Bechard and 
Harris, 1977). The following steps are used: 


a. Determine the "'core mission'' of the organization; 
. ‘ ™e . 


b. Map the demand system; 
Ce altep the current response. system;’ 


d. Project the probable demand system; 


e. Identify the desired state; 


f.° List activities necessary to achieve the 
desired state; 


y 


7) 


g.- Define cost-effective options. 
There are many more strategies available to the communication consultant. 
Whatever method is chosen is largely ‘a function of individual preference and 


* the situational constraints. Bechard and Harris (1977) offer some good 
" rw . 


advice in devéloping an effective ''process plan.'' They feel it should 


possess: the following characteristics: ; : ‘. 


_ no. -* og: 12 


| eee a . ae ae a 


1. It is purposeful - the activities are clearly linked 


; * to the change goals and priorities; | 
2. it ist task-specific - "the types of activities ‘aveived 
7 : are SPBTAy identified rather than ey general ized; - 
. a 36 It is’ integrated ~ the discrete tivities are linked; 
e rs a *ht-is ¢ emporal - it is time-sequencéd; ° jae * es : i, ‘ _ “ 
eee nA . 5. It' is adaptable - there are contingency pleas ‘and ways of - - . 
ee sy a # adapt tng to urekpeated forces; . . | SA 
yer: “6.. ‘It. is sided 405 to: by the top of the eigen izations “oe | ° 
| 7, ‘It Is cost-effective in terms of the investment of both _ Oe 
time and people. : 
In this paper, | havg briefly summarized some of the. considerations *. 
“and interventions Berecegies which may be useful to the communication 2 


\ 


consultant in organizations. “Successful: organizational change efforts  *% 


“gequire yaaa professionals. who have ‘competencies in both organizational. - 


; . * 
theory and behavior as well as communication processes. ee wy 
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Figure 1 


| INDIVIDUAL © GROUP INTERGROUP ORGANIZATION ~—LARGER 
ie 7 ns. ) 3 a a SOCIAL 
: SYSTEM 


CATALYTIC]. 
’ z . : 
_ CONFRONTATION 


PRESCRIPTIVE 


Lad 


THEORY 6° 
PRINCIPLES 


SKILL 
"| DEVELOPMENT 


FOCAL ISSUES 


POWER HORALE:, NORMS GOALS INFORMAT10 
UTHORITY QHESION TANDARDS | BJECTIVES FLOW 
y, IFFUSION | 


’ 


‘ “eC a Figure 2 
x. = EXPLORATORY INTERVIEW 


1, Describe your job (duties, function). What decisions do you usually make in)” 
your job? What information do you need to make those decisions? What in- 
formation do you get to make those decisions? Are there formal (written) 
or {nformal val ieiee in your organization Which determine how you get this 
information? praule any policies. be added, changed,’ abandoned? 


‘ 


‘, 


2. What are the Lee strengths of this “organization? Be pac HFT. 


(Begin with the larger system and work down to. his/h r work \unit.) P 
3. What are the major communication weaknesses of this organization? Be specific. 
sf (Again, begin. with ae system and work down.) 


4, Describe the formal channels through wileh: you typically receive infdrmation 
about this‘organization. What kinds of informatiog do you tend to receive? 
How of ten? 


~ 


- 5. Describe the informal channels through which you typically recelve information 


about this cisgmzettens What kinds of information do you tend to receive? 
jee often? : 
te hs often, if ever, do you receive information about this organization which 
F is of low value or use to yout If and when.you do, what kinds of informat ton 
do you necetyes Be apecifice.- From whom do you receive this? 


oe 


“7. What outa: you like to" ‘see done to improve communication in this organization? 


Why hasn't it been done yet? 
8, Oescrtbe' the way, decisions. are typtcally made in this organization? 
Gs whe® conflict occurs in this ‘organization, what is its major cause? How. 
is conflict: bypleal ly. resolved? . 


10. Describe the communication cleuonei you have withr your immediate ~ 


supervisor? your co-workers? middle management? top management? your 
. subordinates (if appropriate)? (Ask for specific examples of behavioral 
‘ evidence of trust, openness-~"'How. do you, know that he/she trusts you 
_« "What has. he/she done. to indicate that they are being open and frank with 
you?" etc.) . 
ne 


11. How ita you know when this organtzation has done a good or bad job toward * @.. 


accomplishing its goals? What measures of effectiveness are used in this . 
organization? or Aor 


12. Is there anything kee you would like to talk with me about? Is there 
some other person (or group. of people) with whom you think | should talk 
to? 


* i * - _ 
a aaa a a a ali a aa 
«oe rn . r 
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. 


Rot 7 ts } _ S e / 
Record:. Interviewer name; interviewee name; data; time; location and’ length of 
. Interview; interviewer. subjective. reactions to interviewee / ‘and 
Interview. . P , . / 4 


N 


2 < A «the ge WW je 


